Measuring organizational learning capability  by Tohidi, Hamid & Jabbari, Mohammad Mehdi
Procedia - Social and Behavioral Sciences 31 (2012) 428 – 432
1877-0428 © 2011 Published by Elsevier Ltd. Selection and/or peer-review under responsibility of Prof. Hüseyin Uzunboylu.
doi:10.1016/j.sbspro.2011.12.079
 
 
Procedia 
Social and 
Behavioral 
Sciences  Procedia Social and Behavioral Sciences  00 (2011) 000–000 
www.elsevier.com/locate/procedia 
 
WCLTA 2011 
Measuring organizational learning capability 
Hamid Tohidi*, Mohammad Mehdi Jabbari 
Department of Industrial Engineering, South Tehran Branch, Islamic Azad University, Tehran, Iran 
Department of Electrical Engineering, South Tehran Branch, Islamic Azad University, Tehran, Iran 
Abstract 
Organizational learning capability is an organization‟s ability to learn from its experiences and passing them on through time and 
borders. An organization improves through learning capability. Wide research has been done on organizational learning 
capability during 1980s and 1990s and after 2000, one of the most recent of which is Templeton research in 2002 that suggests 
eight elements for organizational learning, namely:Management of knowledge growth, Social learning, Adaptability to 
environment, The groundwork for the growth of creativity, Function evaluation, Discussion, Awareness, 
organizations connection with the outside. 
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1. Introduction 
    Niece and his colleagues were the first people to use the concept of capability, and they used it as a concept of 
recourses and abilities. Ashkenas et al introduced organizational learning capability in this way: “The ability of an 
organization to learn from its experiences and taking them through times and borders”. They said that an 
organization incapable of learning, tends more to make adjustments to its own solution, than to invest and devote 
time to make changes and improvements1. 
2-1) Stata research 
   According to the researches done by the end of 1980s, the problem of US‟s industries relate to creativity  and mote 
than relating to innovations in products and technology, it suffered a lack of creative management. 
 
3-1) Leonard Barton Research 
   Leonard Barton thinks of factories and workshops as learning labs and believes that elements contributing to 
organizational learning can be: factors in group or individual problem-solving, sharing internal knowledge and 
external information, creativity, systematic thinking and experimentation. To illustrate his statements, he 
investigates managers and personnel of  Chapparrel  Steel Factory in the US[1,5]. 
 
4-1)Garvin Research 
   In his efforts to define a scientific model for organizational learning, Garvin introduced five elements of the 
organizations which are skilful and capable of obtaining knowledge, and altering their behavior based on their 
knowledge and insight. These five elements are: systematic problem solving, experimenting, learning form past and 
learning from others , and passing the knowledge to others[2,6]. 
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5-1) Noice et al Reseach 
   Noice et al (1995) described critical aspects and facilitating factors of learning to be in 19 elements, and said that 
improvements of learning capability is due to these factors. They also, tested their findings in four organizations. 
Research showed that 3 factors mentioned below, is effective in learning of organizations [3,7]: 
1. Suitable development of main capabilities that only begin new products and services 
2. Creation of supporting conditions for continuous improvements in added value chain 
3. Essential capability for renovation 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
 
 
 
 
 
Figure 1: We can illustrate the facilitating factors just like figure 
 
 
6-1) Narver and Slater Research 
    Slater and Narver (1995) studied the effect of market orientation on organizational learning. They suggested a 
model for learning organizations which consisted of five elements.  
Two factors considering culture: market orientation, entrepreneurship  
Three factors relating to conditions: leadership that facilitates learning, organic and open structure, and decentralized 
strategic planning. The Culture has its roots in values and convictions that form the behavior norms in an 
organization, and conditions describes how the organization uses its culture, structures and facilitating processes to 
reach desirability[4,8]. 
 
7-1) Senge Research 
   In 1990,Senge used this concepts to describe organizations in which individuals, in all of the levels, continuously 
increase their capabilities and abilities to reach the desired output. 
Senge in hid Five Commandments says: “To establish a learning organization, there are five rules or 
commandments” which goes [2,9]: 
Personal Mastery: The first condition for an organization to be learning, is its members‟ capability of learning. This 
condition does not guarantee this  of learning. This condition does not guarantee formation of such an organization, 
but there is no learning organization without it[10,11]. 
Mental Models: Lots of great thoughts and ideas fail when they are put into practice, and never lead to desired 
results. Managers are well aware of this fact. They know that even the best strategies are hard to implement and 
mostly leads to failure. 
Shared Vision: Shared vision is not only a belief. It is also power in people‟s heart that acts like a huge power and 
has them work. On the easiest level, shared vision is the answer to this question: “ What do we want to create?” 
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Exactly like personal vision, that is a picture of what is the ultimate desire and ambition in a man‟s heart and mind, 
shared vision is a picture that exists in an organization with groups of people[12,13]. 
Team Learning: team learning is a process by which capabilities of group members increase, so that the results 
would be what everybody truly wanted. This learning is based on shared vision. 
System approach: It needs to be remarked that so called, five commandments need to be developed integrately. This 
is a complicated process and basically its harder to integrate new tools , than to use them separately. 
 
7-1) Goh and Richards 
Goh and Richards (1997) having reviewed learning literature, introduced the following as the aspects organizational 
learning capability: 
1- Demonstration of mission and goals 
2- Management obligation and delegation of power. 
3- Experimentation 
4- Knowledge transfer 
5- Team work and group problem-solving 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Experimentation and Remuneration 
1. I can often give good ideas to the organization 
2. According to my experience, new individuals are encouraged to question how things are done in an 
organization 
3. The managers of the organization encourage team members to improve the work process by 
experimentation  
4.  Creative and practical ideas are awarded by management 
5. In my opinion, new ideas suggested by personnel are not taken seriously by management. 
Effective knowledge transfer 
6. I often get the chance to talk to other personnel about successful plans in order to find out the reason of 
success 
7. Failures are rarely discussed in our organization in a productive way 
8.  New work processes that can be efficient in the organization are normally shared with personnel. 
9. We have a system that allows us to learn from successful functionality of other organizations 
Team work and group problem solving 
10. Current approach of the organization encourages personnel to solve the problems cooperatively, before 
discussing them with managers 
11. We often cannot form unofficial groups to solve the problems of the organization 
12. Majority of problem solving groups are members of different operational environments  
 
Figure 2: Fundamental and strategic elements of a learning organization 
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2. Research done about organizational learning capabilities after 2000 
 
1-2) Lahteenmaki et al Reseach 
Lahteenmaki et al, used three elements from the viewpoint of first loop learning and second loop learning, namely 1- 
developing learning capability 2- group planning of missions and strategies 3- creating future in groups. 
 
Table 1   Aspects of organizational learning capability as Lahteenmaki et al saw it 
Aspect Evaluation criteria 
 
 
 
 
 
 
 
 
 
 
 
 
 
Developing learning capability 
1. Optimistic and positive idea about accepting risks 
2. Open discussion 
3. Tendency to develop oneself 
4. Challenging and meaningful job 
5. Presence of necessary conditions to make the changes 
6. Encouraging activeness at work 
7. Minimum individual stress 
 
group planning of missions and strategies 
Dedication to change process 
Awareness of organizational goals 
Dedication to goals 
Active contribution to decision making  
creating future in groups Ability to cooperate  
Effective decision making 
Smooth and effective flow of information 
Ability to employ team work 
Operation-oriented culture 
Strategy-oriented planning 
Smooth work flow 
Management‟s support for development of human resources  
 
Lahteenmaki states that if evaluation criteria in 1st, 2nd and 3rd levels are negative, only individual learning takes 
place; Whereas for negative 1st, 2nd, and 3rd levels, first loop learning occurs and if all of the three levels are positive, 
second loop learning will be the case[14,15]. 
 
2-2) Templeton Research 
One of the most recent research projects that has been done in the field of describing element of organizational 
learning, was Templeton research 2002, that introduced the following eight elements for organizational learning: 
1. Awareness:  awareness of individuals of critical information and their use in solving the problems 
2. Discussion:  Free and open discussion between all of the individuals in an organization 
3. Function evaluation: Comparing the results from the relating processes with organization‟s function in case 
of achieving the goals 
4. The groundwork for the growth of creativity: development of expertise, experience and individuals‟ skill 
5. Adaptability to environment: reaction to technological changes 
6. Social learning: learning of individuals through social networks in fields that organization is concerned 
about. 
7. Management of knowledge growth: managing science, skill and other knowledge-related assets of  the 
organization for long term benefit 
8. Organizations connection with the outside: Using science, experience and other capacities other 
organizations 
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3-2) Gomez et al Research: 
Organizational learning is a dynamic process which includes moving between different levels of function, from 
individual learning level to organizational learning level and vice versa. 
Analyzing learning as a process, suggests three basic concepts: 
1. Knowledge, its acquisition, use, distribution and integration in an organization, becomes one of critical 
strategic resources, and the base of learning for the organization. Acquiring and distributing knowledge is 
due to internal changes that may be results of both conceptual and behavioral levels. 
2. Learning capability is based on existence of a collective ego that helps us to see the organization as system 
whose every member should to try and cooperate to reach desirable results. 
3. Because this type of learning is mostly based on time and resources, the value and stability of competitive 
advantage is higher. This learning needs open atmosphere for ideas and high levels of experience [66]. One 
way of preparation for an open atmosphere, is to devote a room to new ideas and improvement and 
renovation of individual knowledge. 
 
4. Conclusion: 
 
Considering the research done during 1980s and 1990s and after 2000, we can conclude that in order to achieve qualitative 
improvement, an organization should learn from its economic experiences, and this is never possible, without spending time and 
money. 
In a country like Iran, we can achieve qualitative improvement, given that tendency to use experiences goes higher and 
organizations have access to recent research and changes in the field of organizational rules. 
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